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49 Septermber 1955

MEMORANDUM FOR: “-hief, Management Staff

SUBJECT : Possible Merger of the Cable Secretariat and
Signal Center

1. This Office will, of course, cooperate wholeheartedly in the study
to be made by the Management Staff in compliance with the request made by
the Deputy Director {Support) in his memorandum to the Chief, Management
Staff, Subject as above, dated }5 September 1955. The personnel and the
complete organizational records of the Cable Secretariat-Message Center, Office
of the Director, are at the disposal of your Staff. In addition to the material
attached, copies of the Cable Secretariat SOFPs covering Procedural Matters as
well as Dissemination Policy will be made available to your staff.

2. In the belief that background information might assist your Staff in
making the study, attached are pertinent data concerning the Cable Secretariat-
Message Center, Office of the Director: Establishment {Tab A); Organization
and Function {Tab B); Brief History Cable Dissemination (Tab C); T/O and
Urganization Chart (Tab D}; Budget {Tab E); Workload (Tab F); Production
Flow Chart {Tab G); ersonnel Data {Tab H); and Management-Improvement
rogram {Tab I).

3. The above data, while not intended to comprise the total information
to be made available, are in the nature of facts. Attached as Tab J is a
statement which I concede to be opinion but which may nevertheless be of
assistance to your Staff in conducting this study.

4. The Cable Secretary serves as the representative of the Director
in effecting proper action assignment and dissemination of cables addressed
to the Director, Central Intelligence. In this capacity, as well as in his
capacity of furnishing the Chief Duty Officer for the Clandestine Services, the
Cable Secretary occupies a unique and privileged position in the Agency; he
"epresents at once the interest not only of the Director and his immediate
“taff but also the interests of the DD/P, the DD/S, and the DD/I. This being
the case, may I suggest that those offices would be concerned in any proposal
which would place the Cable Secretariat-Message Center in any office other
than that of the Director, ya
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15 July 1952

MEMORANDUM FOR:  Deputy Director of Central Intelligence
Deputy Director (Plans)
Deputy Director (Administration)
Deputy Director {Intelligence)
Director of Training
Asaistant Director for Communications

“UBJECT : Organization of CIA Clandestine Services

1. a. This paper describes the structure of the organization of CIA
clandestine services which will become effective on 1 August 1952.

b. It is designed to create a single overseas clandestine service,
while at the same time »reserving the integrity of the long-range
espionage and counter-espionage mission of CIA from amalgamation
into those clandestine activities which are subject to short term
variations in the prosecution of the cold war. The experiences of the
British and the O8S during the last war, as well as within CIA during
the last three years, justify the conclusion that the best organizational
arrangement consists of a single field organization with a single chan
of command and a single set of administrative procedures, rather
than two or three separate world-wide commands, each with its own
field network and with separate policy and administrative procedures.
There is no reason why the establishment uf a single chain of comimand
and of uniform administrative procedures would have any effect of
submerging specialized OS8O or OPC missions and techniques if
intelligently applied. '

Z. It is intended to establish the single chain of command from
Washington Headquarters to the chiefs of the merged field organizations by:

a. Designating the Deputy Director (Plans) as the Director's
Deputy for all CIA clandestine activities. In this capacity DD/¥ is
responsible to the Director for the planning, execution and review of
the missions entrusted to the Director under NSCID-5, NSC 10/2, and
NSC 10/5, and to him is delegated the authority to cargy out these
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b. i:stablishing in the immediate Office of the Deputy Director
{lans) a Chief of Operations, as well as staff elements specializing
in long-range planning and programming and review and analysis.
The Chief of Operations will function as a Chief of Staff and Deputy to
DD/¥ with responsibility for the direction of operations, for
coordinating the efforts of and eliminating duplication among all staff
elements under DD/ P, and for insuring prompt and effective
compliance with operational directives, including those which
establish priorities for clandestine operations.

¢. Eliminating the current AD/SO and AD/PC command structure
and establishing under DD/® staff elements specializing in secret
intelligence and counter-espionage, political and psychological war-
fare, paramilitary operations, technical support, and administration.:
The chiefs of those staff elements are comparable to Assistant Chiefs
of Staff in a field Army organization. They will be responsible for:

() Planning and supervising the proper performance of
the missions and operations of their respective services.

(2) Career planning for their respective specialized corps
of pfficers.

(3) Establishing standards for the recruitment, training,
and professional performance for their respective services.

(4) Supervision, guidance, and inspection in all matters
pertaining to their respective services.

(5) Timely and adequate recommendations within their
respective spheres of activity and for staff supervision and
follow-up to insure the effective execution of all orders and
instructions issued by competent authority.

{6) Such additional functions as may be delegated to them.

d. istablishing the official designations and general functions of
these staff officers as follows:

s
.
:
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{1} Chief of Foreign Intelligence (formerly AD/30). Senior
officer for espionage and counter-espionage. Represents the
Director in routine contacts with other agencies affecting the
espionage and counter-espionage mission. His immediate office
will include personnel specializing in these and related activities,

{2) Chief of Political and Paychological Warfare {formerly
AD/PC). Senior officer for covert psychological and political
warfare, resistance, and economic warfare., His immediate
office will include personnel specializing in these and related
activities.

{3) Chief of Paramilitary Operations. Senior officer for

05X covert ing war planning and prepa-
5X1 ration, escape and evasion, and
guerrilla wariare. e W T 3 activities along military

lines capable of close coordination with the military services in
time of war,

{4) Chief of Technical Support. Directs the Office of
Technical Services in support of clandestine activities.

(5) Chief of Administration. A qualified Administrative
officer serving on the staffi of the Deputy Director (ilans).
Responsible to DD/P for insuring adequate support in trained
personnel, equipment, funds, transportation, communications,
facilities and services for all clandestine activities.

e. Maintaining the Area Divisions as presently established and
designating the Area Division Chiefs, subject to paragraprhs 2.a. and b.
above, as the channels between Washington Headquarters and the various
field inatallations in their geographic areas of responsibility, For 25X1A6
example, all communications pertaining to activitiesin[ | A
priginating with any
Washington Headquarters office and addressed to any CIA activity in those
areas will be coordinated with and sent physically through the EE Division.

In effect, the Chiefs of the Area Divisions will act as the Director's
executive officers for their respective geographic areas of responsibility.
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3. Frocedures, The changed organizational structure recognizes
only two command echelons: The Director and the Senior Representatives,
with the Deputy Director (#lans) acting for the Director through the medium
of the Area Divisions on matters pertaining to the conduct of clandestine
activities. Orders tc the Senior Representatives will be transmitted in the
name of the Director. Technical and professional correspondence will
be kept as informal as possible and will be encouraged between the Area
Divisions, specialized staffs in Washington, and their counterparts in the
field. Cable procedure will be adopted similar in general to the current
gractices of other major Government agencies. The Assistant Director
for Communications will prepare for approval and prompt distribution a
cable procedure manual in conformity with the above, (and wﬂl!arrange Mj
for the establishment of a message center, under the direction of a cable |
secretary, to centralize and standardize the handling and distribution of
communications trafﬁc’,] When in operation, the message center will
become the responsibility of the Executive Assistant to the Director/ |

4. All existing directives and regulations in conflict with this
document are rescinded effective 1 August 1952,

/sl
WALTER B, SMITH
Director of Central Intelligence

1 Att
Organization.Chart (extra copies being procured and will be distributed, mv)

G 4.
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T Joly 1952

MIMOBRANDUM PR Director of Central Intelligence

UBJaCT : .atablishment of a CIA Message Center

I. "ROBLEM - To establish a C1A Message Center, headed by a Cable
Jeoretary, responsible directly to the Director's Gifice.

II. ¥YACT:s BuA‘ilNG UN THE vROBLEM -

#. The CIA Signal Center, uperating under the Assistant Director for
LCoommmunications, containe a Processing Branch contiguous to the Communi-
cations Center, which performs the CIA Message Center function but at a
level considerably below the Director of Central Intelligence. It does not
have the equivalent of a Cable Secretary. ‘

B. Trained yersonnel presently assigned to this ‘rocessing Branch
could immediately serve as a nucleus of a message center organizationally
sasitioned under the Director’s Office,

. Current cable procedures, including distribution and osrigination
-rinciples, are not entirely conscnant with the Director's stipulated desires.

i, Cable procedures, in accord with the DCI command and staff concepts,
are currently being developed.

I1I. DBDISCUBSBSION -

~. Rules goveraning the distribution, origination, coordination and
roelease of CIA cables are a command responsibility. A Message Center,
acting in the name 0f, and responsible to, the Director, and charged with
the periormance of these functions can logically and technically be divorced
irom the Communications cryptographic, transmission and receipt functions
I the present Signal Center.

B. The propused Message Center is envisioned as consisting of two
samponents, the Cable Secretariat and a . rocessing unit. The processing
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unit, which handles administrative and clerical cable distribution and
handling, can be cstablished immediately by redesignating the present
“ignal Center :‘rocessing Branch as the Megsage Center. Institution of

a Cable Secretariat, made up of the necessary number of Intelligence
wxecutive Officers, can be partially implemented at this time by
designating the present Chief, ¥rocessing Branch as Acting Cable
Lecretary, and his gresént assistants as Assistant Cable Secretaries.
These individuals have had from three to five years experience in message
center work in the CIA Signal Canter and are well qualified for the Cable
Secrotariat.

. An effiective message center can be developed in a relatively short
ceriod of time by utilizing the nucleus indicated above. The message
center should, for reasons of efficiency, coordination, and rapid handling,
rernain sited contiguous to the Signal Center. Additional personnel, training
and functional develogment are, however, requisites to a completely
effective CIA Message Center. The Cable Secretary and his Assistant
and administration. A firm Table of Organization for the Message Center
should await development and delineation of operating responsibilities
and fanctional integration.

3. Current cable procedures do not require that all cable traffic flow
from the DCI to the Senlor CIA officer of each field station and vice versa,
as the DCI desires. rior to a revision of cable procedures which will
accomplish this, it will be necessary to designate a Chief or Senior

oy

Tepresentative as appropriate for all field stations.

IV, RECOMMENDATIONS - It is recormnmended that:

A. A CIA Message Center, consisting of a Cable Secretariat and a
~rocessing unit be established immediately, and that this be done by
redesignation of the present “rocessing Branch of the Signal Center as
the Message Ceuter,

i3. The present Chief, 'rocessing Branch be appointed Acting Cable
“wcretary and be responsible to the Director through the Executive
Hssistant for bringing to the Director's attention all cables warranting such
action immediately they are received.

g
L)
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Approved For Release 2002/08/22 : CIA-RDP60-00538A000100010007-7

AR §




Approved For Release 2002/08/22 : CIA-RDP60-00538A000100010007-7

b 4

€. Senior Representatives or Chiefs of Stations be designated for
zach CIA station in the Field.

). Cavert Cable 'rocedures be revised in accordance with the
command channels which follow upon the designations recommended above.

... A firm Table of Urganization cvovering the fully operating CILA
Mesasage Center be established after a development and trial operational
seriod.

25X1A9
A

Aasistant Liarector
{nr Communications

(2. CROVED) (DISA——R2ED)

“lsl o
walter B, Smith
Diirectar
14 July 1952
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wxtract from:

TORGANIZATION AND FUNCTIONS

3. MISSION

dated 27 October 1954

SRLCUTIVE SECRETARIAT

The Executive Assiotant to the Director is charged with directing the
activities of the Executive Secretariat and performing such other duties
as may be assigned by the Director and the Deputy Director.

a. CABLE SECRETARIAT

The Cable Secretary is charged with caardinnting pﬂhciez gavernmg
the sreparation, release, and distr;}m;iyn of CIA ca,hlusmpnd is charged
with the review, processing (exclusive of the encrﬁ?ting. decrypting,

and transmitting processes), distribution, and delivery within CIA
headquarters of all classified incoming and outgoing CIA cables;

ensuring that the originating ofiice has secured the personal approval

of the Director on all outgoing cables involving questions of national

rolicy; and for ensuring that all intelligence items contained in cables

are transmitted to the office of the DD/I,
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CLANDESTINE SERVICES DUTY OFFICERS

_xiract from: dated 1 February 1955

i, CIA CABLE SECRETARIAT DUTY OFFICER

a. Designation

bt b b

By agreement with the CIA Cable Secretary, tne CIA Cable
secretariat Duty Officer functions concurrently as the chief duty
oificer for the Clandestine Services during nonworking hours,

o, Responsibilities

{1} General

The CIA Cable Secratariat Duty Officer (CSDO) has overall
responsibility for contacting the anpropriate officers of the
Clandestine Services on matters which arise during non-
working hours and which require immediate action.

Approved For Release 2002/087/2;& : CIA-RDP60-00538A000100010007-7



Approved For Release 2002/08/22 : CIA-RDP60-00538A000100010007-7

FUNCTIONS OF THE CABLE SECRETARIAT

a. . ‘rocess and distribute all incoming and outgoing classified CIA
cables: deliver action, information, and/or confirmation copies to the
~roper offices in ClA Headquarters.

b. Coordinate ;asaiicies and regulations governing the preparation,
coordination, release and distribution of CIA cables.

¢. »rovide continuous Clandestine Services Duty ificer coverage
for CIA Headquarters.

4. Conduct before-and-after-the ~fact screening of all cables to
assure proper distribution and to bring to the attention of appropriate
officials cables which do not appear to warraat their being or having
been handled by cable.

e. Review all outgoing cables, prior to delivery to the Bignal
Center for transmission, to assure that cables are properly prepared
and released,

f. Bring to the attention of the DCI (or, in his absence, the D/DCI)
any outgoing cables containing instructions involving questions of national
golicy which have not been approved by the DCI personally (or, in his
absence, by the D/UCI.

g ©repare briefs and supply identities for cables brought to the
attention of the Director, Central Intelligence, and his immediate stafi.

h. HReview all incoming cables with the responsibility of furnishing
to the DI/I all intelligence items contained in cables.

i. Conduct liaison with all other elements of CIA on matters aifecting
cable distribution policies.

j. i‘erform such other functions &s may be directed.

]
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BRILY HISTURY C# CABLE DISSEMINATION

L. orier to July 1952, cable dissemination was effected by the
Signal Center, Office of Communications. Headquarters action assignn:ent
for cables was determined primarily on the basis of a single letter suffix of
the Headquarters address. iach principdl ¢lement of the Agency was
assigned a different suifix. For example, cables intended for the Director
were addressed to WASH D, those for the Office of Bpecial Operations,
WASH F, those for the Office of i“olicy Coordination, WASH G. Often cables
bore a combination of such letters indicating a joint interest. Dissemination
to information offices was effected primarily upoa dissemination patterns
established by the OS50 and Q:°C offices and furnished to the Bignal Center.
At that time, cables were distributed to approximately 40 units with an
average of aprroximately 5 to 7 copies being furnished to the 020 staffs and
divisions, and a standard 9 copies to 2PC except when a sensitivity indicator
was used, in which casc the coples were reduced to 7. Very little of the |
cable dissemination at that time was based upon an analysis of the contents
of the cable, but were rather disseminated following a :rescribed pattern.

2. After July 1952, for a short time, it was necessary to continue
to disseminate cables on the basis of existing patterns. However, as
rapidly as posaible, the cable dissemination requirements were discussed
with each office concerned and, based upon the mission and function of each
office, subjective requirements were determined. These requirements are
now contained in written Cable Secretariat 50 g. Based upon these subjective
requirements and upon indicators registered with the Cable Secretariat, the
Cable Secretariat now disseminates cables to approximately 63 offices, staffs,
and divisions. Cables, other than KA "OK and RYBAT, disseminated to these
63 offices, staffs, and divisions, now average 17.4 copies, while KA OK
averages 12.5 and RYBAT averages 6.3 copies.
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MEMORANDUM FOR: The Comptroller
Through : Deputy Director (Support)

SUBJECT : Cable Secretariat Budget

The Cable Secretariat is currently allotted a sum of $32, 000 for the pay-
meat of overtime for Saturdays, Sundays, and Holidays for FY 56. At current
rates, this will permit the Cable Secretariat to pay for only 9, 780 hours over-
time or 57% of the hours worked in FY 56.

The Cable “ecretary has assured me that an absolute minimum of personnel
are permitted to work overtime to meet the requirement of .rocessing cable
traffic on Saturdays, Sundays, and Holidays without incurring undesirable back-
logs. He estimates that during FY 56, even after effecting all feasible economies,
it will be necessary that Cable Secretariat personnel work a total of 17, 200 hours
overtirne in order to process on Saturdays, Suandays and Holidays approximately
27, 339G cables and to provide Cable Secretariat and Clandestine Services Duty
Ufficer coverage. Tab A reflects the situation with respect to overtime for
FY's 54, 55, and 56 (estimated).

Tab A also indicates that during FY 55, 13% more cables were processed
than during FY 54. =Zach month, January through August 55, has seen a new
high established in the number of cables processed. During the month of August,
17, 800 cables were processed. This represents an increase of 65% over the
number processed in August two fiscal years ago, and 48% over the number
processed last August. The Cable Secretary has indicated, as his conservative
estimate, that cable traffic for FY 56 will be from 13 to 15% more than FY 55.

“ince the Cable Secretariat provides an essential service in the fulfillment
of CIA's mission, it appears necessary that provisions be made for the payment
of the requisite number of hours of overtime. In the face of the constantly
increasing cable traffic, the Cable Secretary has indicated that it simply is not
ossible to reduce the hours of svertime to less than 17, 260 bhours.

Accordingly, it is recommended that the sum of $32, 000 now allocated to
the Cable Secretariat for the payment of overtime be increased by $24, 250 to
provide the sum of $56, 250 for the payment of an estimated 17, 200 hours of
avertime for Saturday, g?y, and Holidays for FY 56,
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CABL:L . ~CReTARIAT R~ ONNuL DATA

i. Ttrength 25X9

' b. Initially, the Cable “ecretariat-Message Center was staifed with
25X9 a,:praximatelﬂ:lrocea:ing personnel received by transfer from -
the 2ifice of Communicatioas, on 1 August 1955, Qeraannel £ 25X9
this group were still on duty with the Cable Secretariat, gx- 25X9
Comrmunications persunnel having resigned or transferred to other
assignmeats.

2. Administratizn

Under the terms of a Memorandum of Understanding dated 13 N veruer 1952
signed by Chief, O & M, the £A/DCI, the D/ADC, career mianagement
suort for the Cable Secretariat was to be ,rovided by the Cornmunications
Carecer Service Board. The Cable Secretariat functioned under this
arrangement until 12 Junc 1953. At that time because of . olicy difficulties
which had develoied between Comununications Career Service Board and

the Cable "acretary, a new agresement was entered into. This Memorandum
21 Understanding dated 12 June 1953 signed by Management, the ADCT and
the A/DD/A ,Llaced Cable “ecretariat Career . eresonnel under the juris-
diction of the DD/A Career Service Board and authurized the Cable
“ecretariat to deal directly with au.rogriate clements of the Agency on
administrative mnatters.

3. Cable Secretariat Carecr - rogram

[a August 1954, the Cable Secretary established a Cable Secretariat

Career Service : anel and designated | the Deouty 25X1
Cable Sscretary, as Chairman. The policy and .rinci;les under which

the - anel functions, approved by the DD/A Career Service Board and

the =A/DCI, is contained in CS555 ° 2i-5 (copy attached). The termns of

CS8&830 29-5 provide for maximum utilization of the Agency training

couraes for all Lersonnel sf the Cable Secretariat tc proavide to the greatest

extent »ossible, access ti knowledge of the Agency's mission and functisns.
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Agency training courses are selected on the basis of relation to duties

and stated career aims. In taking vver the management ui Cable

Secrotariat personnel affairs, it was noted that a considerable number

of personnel were overdue fur attendance in the Azency's Tuarterly

Srientation Course required at the time by ] |A quota 25X
for the Cable “ecretariat was established, and during the ensuring

year all Cable Secretariat personnel cligible tu attend this course

were enrolled. During FY 1956, Cable Secretariat personnel comileted

the iollowing Agency courses:

BuC 13 Rayid Reading 5
Basic Mgmt. 5 Instr. Techaiques 1
Basic Sug. 2 Nati'l Crientation 3

Approximately the same number of Cable Secretariat personnel will
be earulled in these Agency training courases during ¥Y 1957.

Attrition

During the period of the first 14 months of operation--August 1952-
Jctober 1953--Cable Secretariat losses by resignation and transier
totaled 35 individuals; from November 1953 through December 1954
l1osses fur the same reasons totaled 38 ior a net loss >f 43 personnel.

Murale

In August 1952, miorale of Cable Secretariat yersonnel varied widely.
It ranged from very high in the senior supervisory groupy to very low in
the graoup assigned to the intermediate and lower grades of the T/,
Dissatisfaction within this grou; is reported to have stemmed rimarily
from the seeming futility of fighting constant three and four day back-logs
of dirty (hectograph) material, a sense of frustration and resentment at
the unfairness if non-technical persounnel being required to compete at
a disadvantage with technical jersonnel for T/ vacancies, and the lack
of a career srogram designed td meet the needs of non-technical message
center personael.

Despite the undesirably large turnaver in personnel since that time,
morale in the Cable Secretariat today is very high.

-2-
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During the sast three years, the following stepys have been taken to
improve morale: smocks to protect clothing for those constantly using
ditto have been purchased; experiments are being conducted to find and
obtain clean cable forms which will permit Cable Cecretariat personnel
to work under clean conditions; the T/ has been reviewed and increased
and certain jobs raised to their yroper grades; promotions have been made
promptly as a part of a career yrogram. A Cable Secretariat Career
fervice Fanel has been established; SOt s have been issued to delineate
responsibility and rovide clear-cut guidance on all Cable Secretariat
functions; on-the-job training srogram has been initiated to qualify
gersonnel for .romotion to higher grades; a long-range training program
has been institutsd which wrovides for certain of our personnel to attend
ten of the Agency Tralaing rograms (National Intelligence (rientation,
Basic Urientation, Human Resources : rogram, Basic Supervision, Basic
Management, Instructional Techniques, Intelligence Briefing, Intelligence
Writing, Reading Iimprovement, and Advanced Reading Im,rovement);
working conditions have been improved (a conveyor belt has been installed ;
the typing section has been suund-;roafed, and electric typewriters are being
surchased; the best filing and sorting equipment has been obtained; space
has been provided for eating; a wash basin has been installed; a high fidelity
radio with several speakers tu provide music has been .rocured); the
employee ~Flower Fuand' has been made very active and has been a strong
factor in improving em_loyee morale; frequent announcements have been
made to the Staff in which the Cable Secretary has cxpressed his ajpreciation
for their siplendid work and on several occasions announcements have been
made exyressing aporeciation for Cable Secretariat work by persons outside
the office; writen commendations for superior serformance of the Staff have
been circulated to all yersunnel (these include ex,ressions of a;preciation
for service rendered from the Director, the Dejuty Director, the DD/ 7,
and the DD/S; staff meetings are held regularly; a aumber of full-time and
temgorary parking sermits have been obtained; and adjustments have been
made to hours of work in order to meet individual needs. In numerous
instances, appreciation of the Cable Secretariat's general office policy
was voluntarily expressed to —ersonnel Tificers during exit interviews by
Cable Secretariat cersonnel resigning from the Agency for personal reasons.
The individual invariably ex;ressed his regret in leaving an office dedicated
to high standards »f erformance and proger consideration for the dignity of
the individual. Further evidence of high moral. is indicated in that two
Cable Secretariat ;ersonnel have won $ujerior - erformance Awards.

-3-
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CsaGr  20-5
{ Cable Secreiariat PERSONNEL
Standing Ouerating Procedure 6 July 1955

No. _20- 5

THE CABLE SECRETARIAT CAREER PROGRAM

T NO CHEAKGE in Classe.
Referencesz: ('i’) CSSQP 20-3 [] DECLASSIFIED L
’ . ~ b
25X1 {2} Regulation Class. CU4EGED TO: TS S €
— ) DDA Xemo, 4 Apr 77
1. GENZRAL Auth: _DCA R=Q. 77/1783

Date: By:
A GCable Sec retar*a" mareer Panel has been oatablished (0 scrve 248 &n

advisory bady to the Cable Secretary oa need: pertaining to the planning
and implementaticn of the Career Program of ths Cabklz Secretariat.

2, POLICY

The Cable Secretariat Caree." Pregram will he pianned and implementad
in accordance with .Agency policy as anncuncad in periiaent Ageacy
regulations and In accordance with the provizions of this CSZ0P. A
career program: will ke preparad for each eniployse of the Cable
Secretariat within six months from the date cf his ascigavanent to the Cadle
Secretariat, and will be reviewed every six raonthe thereatior.

3. CAREER PROGRAM

The importance of the Cable Secretariat Carcer Program to toth the
Agency and the individual dictases that i3 be tased on sound principles
and practices. The program must be 20 planned and implomented as to
sffect a maximum contributicn to the arcompiishment of the overall
missicn of the Cable Secrstariat. [t must pravide for the acvsncemoment
out of turn of those relatively few individvalas who are best guzlified to
perform the duties of a hi gher grade and it must, at the samne time,
provide a reascaable ocpportunity for the advencement of the vast majority
of individuals whose capabilities and moerale largely determine the
efficisncy of the Cable Secretariat. !n revising and keaping <current the
Career Program of any iudividual, the Cable Secretariat Carzer Panel
will give consideration to making the individual available for aszignment
outside the Cable Secretarfat whea it appears that he possesses skills or

knowledge of greater potential valiue to anothzr office, The C;'reer Fanel

in planning the carzer of an employee will fa'ze into ac following:
Document
NO CHANGE in Class. [ .
O DECLASSIFIED
‘. ' SECRET Class. CHANGED TO: TS ¢

DDA Memo, 4 Apr 77

Auth: DD w3, 77/1763
Date: 7.053i7s’ BY 25X1
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C83QF__20-5

o

Cable Secretariat PERSONNEL

Standing Operating Procedure 6 July 1955
Ne. 20-5

a. Formal education

b. Agency Training

¢. On-the-job traiaing

d. Promotion criteria

4. FORMAL EDUCATION

st shali bc the policy of the Cable Sacretarist Career Pans!. whan fezsible,
to perrait an individual who has iadicated a rlecivs ¢o gttend achool to
work a shift which will make it passiblz for him to 3o so.

5. AGENCY TRAINING

it shall be the policy of the Cable Scorvetariaz Career Manzl o make
available for Agency Tralning everyiadizidual who has indizaied a dssire
to attend Agency trsining courses pramda ruch coursen a.m-, appropriata
for his grade and ave, im the oplalon of the tlsrecr Fatel, of such a
naturs ag to better qualify the individe sl te parformys aig .vt 21 within tae
Cable Secretariat. !n this connzction, tihs ¢ able Sacrzeia~ist iraining
lialmon officer will keepn nder conetant red:w courssa c;f:':frr'-;'v-.-.d by the
Office ¢f Trafning with 2 wew to adviziag th: Cable "u ereta
+ Panel conceraiog the desivability of sendiry Cabis Secretaria ;: arzcnael
to such courses. The following courses ave among thyae to be considered
by the Career Panel when planning an iadivi Jual’s caroer:

\‘ L
v 0)
fu
Y
3
&
v

a. BOC - dz2signed to acqualnt the individual with the argeniantional
structure of the Agency.

b. Basic Supervizion - designed to 2cquiint ik individual vich the basic
princijles of avparvision.

¢. Basic Maragement - designed to acquaiat the individuzl v'il the basic
principles of couad munagsment practices.

d. Rapid Reading -~ decigned to improve tie reading comprychension
technigues of individusls in the Cable Secretarias.

2
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{ Cable Secretariat PERSOSNEL.
Standing Operating Procedure 6 July 1955

No. 20-5

6. ON-THE-JOB TRAINING

The objective of the Cable Secretariat on-the-job training program is to
traia individuals to perform in more thaa one capacity. The implement=ticn
of this program will afford each individual the opportunity of preparing
himself to perform in positions other than that to waich he ie assigned
and possitly to assume additional responsibilities when requirzd. It
shall be the responsibility of the Cable Secretariat Carzer Panel to select
and recommend for on-the-job training individvals from a}l elements
of the Cable Secretariat. The training of selected individuals will be
conducted as opportunity permits without regard to vacancies. Personazel
. 80 selected should understan? that mere completion of on-the-jol tzaining
does not iinply immediate rezssignment or promotion.

7. PROMOTION \

a. The promotion policy of the Cable Secrotariat bas the 2dra of promoding
and maiataining 2 high standard of efficiency and morals throughout
the Catle Secretarial; its implementation ie intended ts provide for
selaction and assigamoant leacing to connideraticn for rromaotion of ths
most svitzble individuala zvailzble,

b. In coasidering an individual caee fov promotion, the following policy
statements will be xept i miad:

{1) An individuzl shoulc not be promoted if there in eny doubt thet
ke {s eatirely :uitable to pericerm adeguately in fho highzr grade.

{2) The dangere of premalure assecaraenss of ability uhonld be avoided.
&3 Iy

(3} It iz egually ireportant to isolate individuals vAe algeld not be
premoted as ii iz to isclate those who zhowld e promciad o of
tura. Taerefore, egual, if no! greater imperiznce, sheuid ke
placed on iaclaing individuals not gualified for promotion aeg in
irolating theeze individuals whe arve exceptionsl.

{4) Coiopstencs and seniority must =ach rlay a2 imperiant psrt ia

selaciion for promotica. Meithow, aoweyer, dhould bo normittsd
to cverride thc other eatively.

( 3
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Cable Seczztariat PERSONNEL
Standing Operating Procedure 6 July 1655
Mo, 20-5

8.

———— ot £ mpast

(5) To permit the selzction of the niost 2L teble 1edividual available
and to provide the necesrzry incenil thors must always exdst
provision for the promoticon of individnals zbezd of theiz turn in
terms of seaiority. Atfa: ez thmy, theore muset always exist
provision for the orderly advacosmen’ of the dependable and
typically eifective indivicaal,

{6} Individuals should be zdvanced cut of rurn of asajority only when
they have demonstrated exceptional atility, cr whea, baszad upon
a thorough analyszis of the individuala' records, it appecars that
he has skills or kaowladge not peesesied by those senior to him
warranting his prometion out of turn.

{7) Whare eignificant differences in ability cacaot b2 determinad
between individuals, selecticn should de made Dased on aeniority.

FACTO}"RS TO BE LYALUATED

The Cable Secrstariat Carezer Panel will coasider the following factors
when pianping an individuels’' carecr:

a.

Periormance - What is his level of pevforinzacs zs '-ndcatr.-ﬂ by

Fitneas Heporta? Is kis pe farma..;ce conf.\mtﬁnt, ; iz i¢ erratic, ~
indizating that the individual blows kst and cold? I.‘I‘aes he dicplay

the proper zttituds, i.e., & willlogness to take inatruction,io learn

new joba, to werk whers aud when neefed? What does his imrnediate

supervisor report 23 to kis current rarfornance?

Breadth of Expericuce - Based upon an sxomiingtion »f his :)fﬁcial
foldzr, has the individual beld a varicty of jobs oz hae ke held a
single or perhaps & succession of joks ia vhich the reguiremente
placad cn hira weze no greater in terms of comnplesity or gifficulty
than before? Ko tic job acsignmaents reflect steady vpwasd develop:
men:? How sxiensive is his job knowladys ?

Ptential - To what extent has Ae demicnetyated gualitics of leadership
and supervisory ability? To waat eutsut has he demoasirated creative-
ness and initiative? To what exteat hao he shown vernatiii’y aand ability
to perform in varying circumatances and/or in 2 wide variety of

4 .
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CSSOP 20-5
" CableSecretariat PERSONNEL
Standing Operating Procedure 6 July 1955

.No. 20-5

assignments? To what extent does he possess maturity and stability -
of judgment? What are his preferences™ Is he willing and able to

work rotating shifts? To what extent does he possess the necessary
overall background? Does his education, experience, and training
indicate a growth potential? What Agency training courses has he
completed and what ratings did he receive? What are the requirements
for the individual's skills and services in his present position and
positions for which he is presently, or may, by training and experieace,
become qualified? '

d. Minimum time-in-grade Requirement - With referencas to the minimum
time-in-grade requirement shown in par is is & prerequisite to
promotion as established in H:wever, it shouldnot  25X1
be assumed that fulfiliment of the prescribed miniraum period of '
time-in-grade will, in itself, constitute & basis for promotion. Tima-
in-grade is but one requirement and do=s8 not imply that recommendaiion
for promotion will routinely follow.

e. Minimum time-in-trainee status - For the purposes of this CSSOP, a
trainee is defined as an individeal ia training on a poaitiou grsded
bhigher than the position to which the individuva! is assigned. The time

. shown in pazra 9 as the miniroum time to be served as a trainee is
considered to be the minimum time necerasry to pexmit the individual
to learn and to perform duties of a highe: grade and to peimit his
supervisors to evajvate bie performance 28 a trainee. ‘fiip time may
be included in, or be additionai to, the prescribed mirimum time-iv-
grade. Upon completion of the required minimum times in grade and
as a trainee, an individual automatically enters the zoze of consideration
for promotion; but he may >r may u:r be promoted. acinz. prumotion
being dependent upon a number of faciors, including 2 pUsiton vacancy.

f. Willingness and ability to rotate - The ablity and willingaces of an
individual to work rotating shifts will be considered “Wiers it is
essential that, in order to carry cut the o:isaion cof the Tak%la Secretariat,
the person occupying a particalar position ratats or wazrk other than a
straight day shift, a declaration by an individual ¢hat be iz ynable or
unwilling to rotate or to work the shift as required wil’, v such time as

: : that condition exists, serve to preclude the promction of that individual to
' : fill that particular positon.
C :
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"L . Cable Secretariat PERSONNEL
Standing Operating Procedure 6 July 1955
. Nao 20"5
9. CRITERIA .

The criteria to be followed by the Cable Secretariat Career Panel in

- planning the career program for individuals within the Cable Secretariat are
factors considered desirable. While these factors will be accorded
appropriate consideration and will influence the planning and action taken,
they serve only as guides to assist in the planning. Except for the
minimum time-in-grade requirements, criteria may be waived at the

" discretion of the Cable Secretary. In this connection, satiefactory
completion of BOC will be given considerable weight when considering an
individual for promotion to GS 6 and above.

CRITERIA FOR PROMOTION

Willing & Able
o Min. ~ Min.time in Agency Formal Ed. to rotate if
- GS Rating T.1.G. - Trainee Status Training or Equiv. Required

3t 4 6mos - NA " nome - high school no
_ .‘l__to 5 émos 3 mos : none ..  high sc.hool yes
5 to 6 6 mos . 3 mos BOC; Basic Sup.high st.:hool yes
6to7 6 mos 3 mos " " 1 yr. college yes
7 tc; 8 12 mos 3 mos " " 1 yr. coilege yes
8to9 12 moe 3 mos H " 1 yr. college yes
9tol0 °  iZ mos | 3mes  BOC: Management2 yrs. Col. yes

10 to 11 12 mge 3 o3 % .2 yrs. college ' yes
11 to 12 iZmoe . 3 mos i !» 2 yrs, college yes

v 6
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10. COORDINATION OF CAREER PLAN WITH EMPLOYEE

The career plan as prepared by the Career Pauel will be coordinated
with the employee in order to ensure that the employee is aware of

the plan prepared for him and is agreeable to taking such training as
indicated. At that time, it will be made clear to the employee that
promotion is dependent upon demonstrated ability or qualifications and
can be effected only if a position vacancy exists. It will be made clear,
too, that completion of any program of training does not in itself carry
any promise that the individual wili be promoted.

25X1

\/UW

Distribution: EXEC
TS
DTP
RMF
A/CSDO
CSDO Bd.
TS Bd.
Dissem Bd.
File
DD/S Career Board
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MANAGEMENT IMFROVEMENT ROGRAM

1. In 1954 specific action taken by the Cable Secretariat to improve
operating problems and improve managemeant included the following:

a. Cable Forms 35-80 and 35-81 were revised with the result that
the appearance of cables reproduced was improved and the use
of preprinted Laper was discontinued.

b. Responsibility for the distribution of non-CIA cables was
transferred from the Cable Secretariat.

c. The responsibility for receiving and delivering Western Union
telegrams was assumed by the Cable Secretariat (See Regulation

25X1
d. The res;gonsibility for administrative supsort of the Cable
Secretariat was assum:.d by the Cable Secretariat and our
personnel now come under the DD/A Career Service Board.
e. The Cable Secretariat assumed res; onsibility for ensuring
that intelligence contained in incoming cables is {urnished DD/I.
25X1 f. | |was revised and is being published ia two parts---

the Fegulation and a Handbook- - |  25X1

2. Areas for potential improvement in 1955 were as follows:

a. Assist in the overall Agency effort to reduce cable traffic
by diverting cables to pouch channels whenever practical.
This is in compliance with the Director's wishes that cable
traffic be reduced by 25%.

b. Reduce the handling time of cables processed by the Cable
Secretariat.

c. Explore the possibility of installing some mechanical means of
preparing receipts for cables delivered by the Cable Secretariat.

d. Examine the possibility of adoting for Agency use an improved
Hectograph master.

e 0, T 1 E
et
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‘ 3. Specific action taken during 1955 by the Cable Secretariat to improve
operating problems and imyrove management included the following:

a. Discontinued the filing of outgoing station files. Also projose
to do the same for incoming files.

b. i‘ut in a conveyor belt from the typiag section to the mailroom,

c. Lxperimented with new Azograph master. Experiment pyroved
unsuccessful.

d. “rocuring of elsctric tysewriters. It was estimated by the
Management Staff that it was 25% less fatiguing to use electric
tyi-ewriters.

e. Urdered new ditto machines to give the Cable Secretariat
maximum output in reproducing cables.

f. Improved the efficlency of the air conditioning and tried to get
bigger units to adequately supply us with air conditioning.

8- Started to send jersonnel to Training Courses. -
h. Instituted a Cable Control !:'rocedure.
i. Vrocurement of a better grade of ditto paper for more legible copy.
j. Instituted courier runs to meet peak luads in Area Divisions.
K. Proposed to Management that a survey be conducted i « stablish
an sffice {or offices) of record in which all CIA cables are filed
on & permanent record basis and are cross-referenced appropriately.
The Office of Communications maintaine the Signal Center Archives
but cables in these Archives are not cross-referenced except by

Station and/or IN or JUT numbers.

1. ©On 26 Jctober a memorandum was sent to OC suggesting a
modification of Communications procedures that would facilitate

} the ;- reparation of reproducing masters. This memorandum was
disapproved by SC on 12 January 1955, The same proposal was
. again submitted to OC in September 1955 after visiting the

Department of State. The D:partment of State uses essentially the
same procedure as was proposed in the 26 Dctober 1954 memo
to OC.

( -2-
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R CABLZ SECRETARY'S COMMENTS RE i OSSIBLE MERGELR
OF THEL CABLE 3ZCRETARIAT, O/DCI, & THE SIGNAL CLNTER, OC

1. My comments are submitted in connection with y>ur study to
determine the feasibility of merging the Cable “ecretariat, 2/.3ClI, and the
fignal Ceater, .:C.

2. The prposal made by the Comyptroller in his memsrandum dated
13 Fegtember 1955 to the Actiag Deputy Director (Support), Subject - ‘Cable
Secretariat', brings to mind the statement made by Major General tto
Nelson in the .reface to his book ' National Security and the General Staff
{extract attached) in which he states:

CPYRGHT

"Whenever complex organizational or administrative
problems do arise, even the boldest man :f action is inter-
ested in searching Sut anything that can be found to bear sn
the :roblem. Zuch questions come u; as: 'Has this same
tyve of roblem ever been considered before and what did
peogple think about it then:' 'Are there any useful analogies
from our .ast exgerience that can be used to hely us salve
this groblem ' 'Can it not be demounstrated that the
PToposed solution has been tried before and failed '

3. In this case, I believe that the #roposed solution has been tried
before and failed,

4. The Message Center was, until July 1952, a part of the signal
Center, (ffice of Communications. That it did not function as desired is
indicated in ADC}'s memorandum to the Director, Tubject: ‘cstablishment
of a CIA Message Center ', dated 9 July 1952, in which it was stated:

"Current cable ;rocedures, including distribution and
origination principles, are not entirely consonant with the
Director's stijulated desires...Rules governing the distri-
bution, vrganization, coordination and release >f CIA cables
are a command res.onsibility. A Message Center acting in
the nam. of and res; onsible to the Directsr and charged with
the serfuormance of these functions can logically and techaically
be divorced from the Communications cryptograhic, trans-
mission and recel; t functivns of the sresent Signal Ceater. -
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5. In July, 1952, the Director stated:

Cable ;rocedure will be ado, ted similar, in gencral,
t. the current . ractices of uther rnajor gsvernient ageacies.
The Assistant Director for Communicatiuns will prepare for
approval and prompt distribation a cable .rocedure manual
in confor:rity with the above and will arrange for the estab-
lishment .f a Message Center under the direction of a Cable
Secretary 1o centralize and standardize the handling and
distribution of cammunications traffic. When o ogeration,
the Message Center will become the res.onsibility of the
xecutive Assistant to the Director.

6. Throughout this pager, I have made reference to Staff
C srnmunications Mfice, ffice of the Chiefl of Staff, Department of the
Army. I bhave done so because 1 belleve that the Cable Secretariat occupices
within CIA the same relative position and performs cssentially the same
duties as does tha Staff Communications sifice in the Dupartni:nt »{ Army.
For that reason I frel that comparisons can be drawn and conclusions
arrived at based Jn reasoaning employed by the Degartment of Army in
resolving similar roposals, i.e., that the 5taff Comr.munications (fice
be transferred from the Office of the Chief of Staff.

7. The shilvsophy expressed by the Lirector in 195 when he
establishcd the Cable Secretariat as a qart Jf the flce of the Director is
belisved to be the same :hilosophy as that underlying the sstablishment of
the War Department Classified Message C nter {now known as %taff
Conunuaications ffice) anl April 1944, As a cart of the “:ffice >f Chief
of Ztaif under the general supervision f the Zecretary, War Department,
Gencral Staff, the “taff Coovmunications Tffice was created to provide
within the Degartment of Army one central Ageacy to handle all classified
cables, radicgrams, and telegrans and t> ensurc cssential coordinaticn in
handling f such suessages. To my knowledge there have Leen f -ur separate
studies made t; determine whether it was not feasible to transier the
functions of the Staff Communications Office from the Office of the Chief of
staff. In each instance, after extensive study and survey, the Deguty Chief
5f Staff, Department of Army, decided that the Staff Communications ifice
shoald remain a cart »f the MMfiice, Chlef of “taff. I one ingtance, this
Jdecision was made des.ite an estimate that an a, reciable number of s aces
could be saved. ‘Mhile the reasans given for the reteation of Stafi
~raa.unications ffice as a .art of the ffice, Chief of Staff are many, 1
pelieve General Wedemeyer's answer in 1943, while Director, ‘lans and
werations Divisisn, DA, as to whether the function »f the “taff

-
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Communications Cffice should be transferred, is jarticularly sertineat.
He stated in effect that the decision should not be arrived at...

~solely fruom a consideration of economy and functional
assignments prevaleat prior to the past war but from a
thorough analysis of the effect upon the operations of the
Chief of Staff and the various staff sections.! During the
oast ten years, the reduction of time and space factors has
vastly enhanced the in:portance of communications not only
to the Military Services but to the national security as a
whole. { Consequently, communications have inextricably
involved themselves in command and an organization which
relegates any phase >f the handling .f electrically transmitted
messages to the realm of administration is archaic.! The
more important and urgent business of the Army is transacted
by radio message. The over-all efficiency of the Department
of the Army Headquarters is influenced to a considerable
degree by the assigniaent of thesc messages to the .roper agency
for action and insuring the usroper dissemination and security of
information contained therein. Such res;onsibility is a function
of command and more roperly retained in the immediate office
of the Chief of “taff than delegated to the Adjutant Ganex:al)./

3. I believe that General Wederneyer's comments are applicable
130% to the matter here under study. I believe that the determination as
to where the Cable “ecretariat should be .laced organizationally should
not-- -inust not-- -be based solely on considerations >f economy. The
Cable Secretariat should be ylaced where it can best cerform its mission.
I submit that that determination was made in 1952 by the Director when he
established the Cable Secretariat as a part of the ffice of the Director.
As far as I know, there has been no change since that time that would
alter the Director's decision.

9. The Cable “ecretariat has siace its inception operated with the
minimum number of persons necessary to provide the services at the
standards established by me to neet the needs of the Agency. These
standards are high. I .ropose to keep them high. I propose to raise them.
Ia iny upinion, there is no nwore vital point withia CIA Headquarters.  there
is no other point where rapid and accurate analysis =l the content 5i
communications is more cssential. { All cables are, in the final analysis,
for the Director. It seems most appropriate that a close personal
re;.resentative of the Director assign action to those cables. Action assign-
inent, after-hour calls, and the distribution of information copies is oiten

-3
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made based solely on a detailed and studien analysis - ; the contents of &
cable and without regard to the routing address uscé - y the originator in
the Tield. A high degrese of indegendent judgment, an awarcness af
operational sensitivity, a knowledge of the mission and function ¢i every
division in CIA Headquarters is mandat.ry on the .art of the Cable

Analysts if they are to serform their mission. Tu merge this .urely
analytical function with the very important- .=but totally unrelated---
technical function uf the Signal Center would apjear to be unsouad both
organisationally and iunctionalll;y It would be a ste, backward. Regardless
of whether this imoortant functibn is a part of the Signal Center, Jffice of
Comimunications or is a part of the Cable “ecretariat, Office i the Director,
2ssentially the same number 3{ personael would be required t> reander the
same services td the same high standards.

17. Further, to transfer the Cable Secretariat from the “ffice of the
Director would be to deny to the Director and his Deputies the clear-cut
and direct command channels now existing.

11. If it is desired that the Cable Secretariat continue to function as
a Cable Secretariat---and I believe that the Director and the Deputy Director,
the DD/ , the DD/I, and the DD/5 do desire and do need and deserve to have
the services of the Cable Secretariat---I believe that the ffice of the Cable
zecretariat must revcain a part of the Director's - fHice. It ¢ould not, in my
spinion, function as efficiently as a part of any sffice other than that of the
Director's.
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Zuoted from Nelson's bask National jecurity and the General Staff:, pp 470,
471, 472 & 473,

“hrprovements in Staff Communication --- 1942, The 1942 recvrganiza-
tinn precipitated a c.:mplete re-examination ~f channels of coma:uni-
cation and the pricedures involved in filing and in handling radiograms,
secret letters, and srdinary correspondence, Thir would have come
anyway as the prewar practices were, t- sonmcewhat underatate the
case, inadequate, Here was an important field that bad been neglected
in war planning and this was due, ~f courss, t~ the idea that the
General Staff must n~t becorre invilved in administrative niatters
although there were nther coatributing factors. In peacetime the War
Department did nt have the funds nor the need for expensive equipment
to handle a large volume of business quickly. The volame was not
nresent and time waa not pressing, Army officers were not cracerned
absut this kind ~f pr-blen:;. Fnr their exporience had been largely
with small Army units and they naturally applied what they had learned
there t> all similar problems, ign-ring the element ~f gsize, When
war became imminent, everyone was too busy t2 be concerned with

the details of pr~cedure and the methnds ~f handling conrmumicaticns.
At the sarce time, the dictates of m:ilitary security bad t: be ~bserved
and additional safeguards were introduced to prevent the disclusure nf
reilitary inf rmation. The result was that at the very time simpler,
faster, and m~re effective methnds were needed, the exact opposite
wag the trend because ~f the imposition »f additi~nal safeguarde with
a~ change in method, Peacetime disregard, wartime oexpansi~a in
vslume, urgent wartire need [or speed, wartimo inability of men in
authrrity t: consider the pr blemr, and the continual imposition of
additi-mal security safeguards while exposing hnrrible axamples where
alips ~ccurred and taking disciplinary acti-n t- frighten everyons ---
these were the things that made pri.cedures the Achilles' heel ~f the
war Department as the War Departmont side of the Fearl Harbor stary
indicated ~nly ton well, Whether there had beon a 1942 recrganisatica
ap not, it was inevitable that drastic staps ~f s-ame kind wzuld have
had t- be taken t» gear the WWar Department pr-cedurally t- a war
temp» and a gigantic volume,

“In January and Februavy, 1942, a aumber -f officers in the Cifice
of tha Chief of Staff bacan:o concerned withthe processing ~f incoming
and >utgring secret messages, Thelir purpuse was (o caopdinate the
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action -'u messages and t: sscure wrre rapid transnission and
delivery. At that time the Var Department Signal Center, a part

of the Office of the Signal Center, received or transmitted these
messages and did the encoding and decoding work. Developing the
world-wide Army radic network was a very large undertaking in itself.
The tasks > verifying that the message was suthentic and properly
coordinated, that the appropriate offices received information coples,
that an acticn copy ~f an inc-n:ing message was properly routed, and
that all the other winutiae were properly performed was the job f

a saction »f the Adjutant General's Office. Then there was ale> the
Message Center of the Office »f the Chief 2 Staff, which directed the
routing of messages to the Secretary ~f War's ~ffice, the Chief of
staff's cffice, and the ¥ar Department General Staff Divisions.
Curther, each General Staff Sivision had ite ~wn Message Center and
Rec~rd R~>m. “rheu the War Department Cnde Center deciphered &
message, Mme copy wruld be sent to the addressee or sffice that should
handle the matter >f the message involved and take necessary action,
Lomng-time Army cust-r had decreed that all copmunications t- the
war Department be sent to the Adjutant General (AGYAR). (m many
messages it was n: small task t~ determine wh~ should get it, parti-
cularly in those days of 1941 when General Headquarters, the Air
Force, the War Plans Division »f the General Staff and Nfice of the
Chief of Staff had ~verlapping duties. When the addressee or desigmated
»ffice received the message he acted upon it or had the respons ibility
+f transferring it t> someone wh> could bandle it. Likewiss, he was
respmsible for preparing such extra copies as were nseded t~ send
inf>rmation coples t~ the appr 'priate offices. U this was neglected >r
delayed, important infrrmation was thus withheld. The bugabo: f
security was such that the cnstant ter:ptation was to ignore the nead
for fast and accurate diztridbution »f rmany messages when many crples
2f the message were needed. These messages would consequently be
copies a great number =f tines in a succesairn f offices and secticons,
which t~nk much time.

“ra April 1, 1942, the War Departmrent Classified Message Center
{(WDCMC) was established as an agency =f the {fice, Chief ~f Stafl under
the general super-ision +f the Secretary, ¥ar Department General 3taff.
It was created to pr vide «ne central agency within the Var CTepartment
for the handling -f all classified {(secret, s-nfidential, etc,) cables,
radingrars and telegrams, thus i insure esagntial crordinatin in the
handling ~f such messages, Itz responsibilities included:
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a. Processing of all incoming and cutg-ing classified measages
transmitted by olectrical means.

“(1} assignment »f action: WDCMC assigned each inc.ming
clagsified message tc an appropriate ageacy {nr action, making the
assignivent n the basis ~f message c-ntent and n-t necessarily in
accordance with the address.

'@ Assignment i inf rmativng wDOMC furnished inf>rmation
capies »f brth outgoing and tncoming classified measages to all agencies
having sufficient interest in the subject matter to warrant receiving
distribution,

h, Cperaticn of overseas radis cnference facilities (clasaified).

e, Dublication and distributi~n ~f a register of incoming and
satgring messages recaived and dispatched during the preceding
calendar day,

nd, Preparation f:r the Chief ~f Staff of the daily log nf important
meesages recoived and dispatched. The log included current rperations
and intelligence repnrts, as well as all nther mossages that should be
brought to the attention 3f the Chief »f Staff. Copies of the log were
furnished to the Chief =f 5 aff for the Commander in Chief; the Secretary
of War; the D .puty Chief of Staff; the Assistant Chief ~f staff; Operations;
and the Crmmanding General, Army Air Forces.

te, Dreparation {-r the Chief of Staff of situation maps covering the
~perational and intelligence reports placed in the daily log.

“Mechanical equipment was pravided; appropriate forms and repr:-
duction facilities were installed: and other steps were taken t3 make the
system capable ~{ handling thousands where tens of radic messages had
formerly been processad. The lesson was learned the hard way, bul
s>nce learned it was properly exploited. As theater headquartars were
established nverseas, representatives, ‘orms, and equipment were
sent sver and identical systems installed.”

-ie
Approved For Release 2002/08/22 : CIA-RDP60-00538A000100010007-7



